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A. Introduction 


1. Does this sound familiar? e “Wecan’t talk to our council or board of directors, 


It’s a fact of working life - whether an elected official, 


yet they make the important decisions.” 


board member or manager - we are all confronted by e “We have a high turnover of staff and find it 
complex problems which often are not easily resolved. difficult to recruit new volunteers to our 
New demands from a changing market-place have organization.” 


combined with limited resources to issue real 
challenges to all recreation organizations. Do nay of 
these sound familiar? 


We're sure that you could add to this list. It may be 
that an operational review could help address your 
concerns. Isn’t it worth a try? The only thing you’ve got 
“Because of recent budget cutbacks we have not to lose is your headache. 

been able to do any preventative maintenance. The 

arena roof needs to be repaired, the swimming 

pool needs new filters, etc., etc.” 


“We provide programs that we believe should be 
popular but no one signs up.” 


“If you asked me where we should be headed over 
the next five years I couldn’t tell you because I 
really don’t know.” 


“We are finding it increasingly difficult to compete 
with others who are offering the same 
opportunities at a lower cost in a new facility.” 


In 1970 the prospects for the Toronto YMCA were bleak and its survival in doubt. Facilities were old and deteriorating. 
Its membership base was eroding rapidly. It was in debt and the costs of servicing that debt were increasing. 


The YMCA undertook an operational review which identified a lack of sound program pricing, poor measurement of 
cash flow and poor financial controls. 


The review recommended that the “Y” set priorities, identify its target market and establish a pricing policy. It also 
recommended a corporate organization model with a strong CEO and a small responsible Board of Directors. It 
advocated centralized control and facility evaluations. 


The recommendations were successfully implemented and the Toronto “Y” is now a thriving, vital organization. The 
operational review proved to be a major turning point in the development of the “Y”. 


2. What does “operational review” mean? 


An operational review provides an opportunity to take 
an orderly look at how your organization is doing, 
what can be done better and how. It seeks to determine 
“what is” versus “what could be.” It sets the stage for 
positive change. 


An operational review is an analysis and assessment of 
how efficiently and effectively an organization uses its 
human, physical and financial resources to provide 
programs, products and services which meet stated 
goals and objectives. It helps identify specific steps that 
can be taken to better achieve your goals and 
objectives. 


While an operational review covers a specific sequence 
of activities and tasks, there is no fixed approach or 
standard format. Reviews can range from a simple 
meeting of staff to address a single issue to a major 
study carried out with outside assistance. They are 
tailored to reflect the specific characteristics and issues 
of your organization and its environment. (In Section B 
we describe one approach that you may wish to 
consider.) 


OPERATION REVIEWS DETERMINE HOW WELL 


ORGANIZATIONS USE... 


RESOURCES 
Human, Financial 
Physical 


OUTPUTS 
Programs, Services 
Opportunities 


GOALS & 
OBJECTIVES 


The Town of Port Hope (10,462)* commissioned an operational review to examine the existing system for providing 
parks and recreation services and to determine the most effective organizational structure for planning and providing 


these services over the next decade. 


The Town retained a consultant to objectively assess the strengths and weaknesses of the current committee structure 
in light of changing community needs. Interviews were held, users identified their concerns and comparative data from 
other similar sized towns was examined. Several alternative options were identified, assessed against criteria and 
presented to the project steering committee, Council and the public for comment. 


New terms of reference for committees, revised job descriptions and changes in reporting relationships were recommended. 
Most of these recommendations have now been implemented. Further adjustments are being considered to make the 


system more effective. 


ss Source for population figures: Ministry of Municipal Affairs Municipal Directory, 1988. Queen's Printer. 


3. Maintaining organizational fitness, or solving a The fitness approach says that a regular general check- 

crisis. up will help keep your organization healthy. It will 
help identify problems at an early stage, and provide 
recommendations for their solution. In other words, 
you regularly conduct a review even though you don’t 
have an immediate issue to resolve. The review 
becomes a part of your ongoing management process. 
You do it because you want to maintain or improve 
your organization’s health. 


A healthy organization, like a healthy person, feels 
better and gets more done. Without ongoing attention 
to “organizational fitness” organizations become 
unhealthy. Budgets get fat where they need to be lean. 
Systems develop limps and hiccups. People work at 
cross purposes. Confusion reigns, morale drops, co- 
operation suffers. On the other hand, a fit organization 
can flex its muscles, using its resources and talents to 


the fullest. 
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In 1988, representatives of the Town of Amherstburg (8,474) and the Townships of Anderdon (4,751) and Malden 
(3,122), assisted by the Ministry of Tourismand Recreation, formed a Tri-Community Study Team to examine the A.M.A. 
Community Centre and the Town of Amherstburg’s parks and recreation management. 


A consultant, retained by the Study Team, assessed current leisure opportunities in the area, examined the work load 
of the Parksand Recreation Committee, and identified facility and financial managementissues. Alternative management 
structures for a joint or separate approach to arena and town recreation management were assessed. 


The study resulted in a new job description for the arena manager. Terms of reference and changes in the composition 
of the A.M.A. Community Centre Board were recommended. The study also identified changes needed in facility 
management procedures and financing arrangements. 


The study recommendations are currently being implemented. 


Whatever its state of health, there will be times when 
your organization will be confronted with an urgent 
problem. The crisis approach offers an immediate 
response. It ensures that you correctly identify the 
problem, analyze the appropriate information and 
develop realistic solutions. It also ensures that you are 
looking at that problem in the context of the entire 
organization and not in isolation. 
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Responsibilities of the Town of Leamington’s (12,665) recreation department have grown steadily since its formation. 
The early 80's were marked by an increasing inability to effectively manage this growing concern. There existed 
uncertainty regarding the chain of command, responsibilities and the budgeting process. With the advent ofa new major 
facility, the town council, on the advice of the recreation committee, undertook an operational review. 


A committee was formed to guide the study. The committee, with the assistance of a Ministry consultant, developed and 
circulated terms of reference. The terms outlined the problems, constraints, time requirements and the scope of the 
review. 


The committee retained an outside firm who reviewed the situation and prepared recommendations for the committee’s 
review. Following a number of meetings and discussions, the committee accepted the final recommendations. 


The new facility is now completed and the Town has implemented most of the recommendations. These included 
changes in responsibilities and reporting structures, as well as the introduction of new operating policies and 
procedures. Some of the long-range planning recommendations are still being considered. 


B. What are the typical steps in an Operational Review? 


1. Gain support. 


It starts with you. Do you sense that your organization 
could be more efficient or effective? Does the 
“diagnostic checklist” found in Section C identify any 
categories needing improvement? Talk to others. How 
do their scores on the “diagnostic checklist” compare to 
yours? 


Is there concensus on the need for an operational 
review? Others must agree to the need for action. 
Without that, you will be “one voice in the wilderness”. 
Not much will happen. 


Get people involved. Identify who can help you and 
who can hinder. Try to anticipate early on where 
resistance will come from. Who will be most 
threatened or unwilling to support the review process? 
Be prepared to get these people on your side. Address 
their concerns. 


Get approval. Top management must be convinced of 
the value of the review. Otherwise you greatly reduce 
your chances of getting the study going and having it 

brought to a successful conclusion. 


2. Get organized. 


Now that you have support for conducting an 
operational review, it’s time to organize and prepare. 


Form a steering committee. One group must be 
responsible to develop and guide the review. The 
committee clarifies the purpose and scope of the 
review. The members determine how the review will 
be undertaken and who will prepare the final report or 
recommendations for senior decision makers. 


Typically, a smaller committee ranging from three to 
four to as many as seven or eight people is desirable. 
To be effective, the committee must have top 
management representation (people who are ina 
position to give policy direction). Other members are 
drawn from the staff and membership of the 
organization. These are the individuals most affected 
by the review. Without their participation the review 
may be perceived as stemming from senior levels and, 
as such, may not be supported. In addition, people 
from the community who have experience with 
operational reviews or similar expertise are also invited 
to join the committee. 


Some selection criteria for choosing the steering 
committee members include: 


e Objectivity. An ability to see the organization from 
an overall point of view. 


e Demonstrated experience in required areas (e.g. 
facility maintenance, fund raising, marketing, 
management, program evaluation). 


e Strong skills as a communicator, organizer, 
manager and team player. 


The strength of your steering committee, and the 
ability of its members to work together, will greatly 
effect the quality of the final recommendations. It will 
also ensure that the study maintains momentum. 


Develop terms of reference. The steering committee’s 
first task is to develop specific terms of reference. The 
terms of reference set out what needs to be 
accomplished by the review. Too often, a group 
undertakes a review before they are sure what they 
need. As a result, they receive a study that satisfies no 
one’s needs or expectations. 


Identify and write down objective facts about the 
existing situation, scope of the review, data and 
analysis requirements, roles, responsibilities, meeting 
and reporting procedures, and key target dates. 
Identify areas requiring change, modifications or 
improvements. Use the results obtained from the 
“diagnostic checklist” plus the overall impressions 
gained from those you have talked with, to help 
develop the terms of reference. 


Circulate these draft terms of reference to people in 
your organization. Obtain feedback and make changes 
as required. Talk to people in other organizations who 
have completed operational reviews. Ask for 
suggestions. 


Now that you have the completed terms of reference in 
hand, have senior decision makers review these and 
reconfirm their support. This ensures that everyone is 
clear on the purpose and direction of the review. 


Staff the study team. In most operational reviews, the 
steering committee selects a small group of skilled 
individuals to complete the actual study. The study 
team collects the data, completes interviews and writes 
recommendations and reports for the committee’s 
review. 


Essentially, there are two alternatives to staffing the 
study team: 


e In-house: 
e Assign existing staff 
e Short term contract positions 
e Outside voluntary assistance 
e Consultant: 
e Per diem consultations for specific issues 
e Full consultant contract 


Each approach has its advantages and disadvantages. 
Before deciding, consider the following points: 


e Can your organization take staff from their day to 
day activities to carry out the study? 


e If adequate internal staff are available do they have 
sufficient credibility within the organization to 
complete the study? 


e Would internal staff have access to all information 
and individuals required to complete the study 
thoroughly? 


e Are adequate financial resources available to hire 
outside consultants? 


e Will outside consultants be able to develop a clear 
understanding of your organization’s problem? 
Will they be capable of generating the confidence 
and trust of staff? 


e Do you have the staff resources necessary to 
effectively manage the progress of an outside 
consultant? 


Declining use and growing costs convinced the City of Mississauga (359,495) that a review of the Huron Park 
Community Pool was needed. The pool was selected as the central case study for “New Life for Old Pools”, a project of 
the Royal Life Saving Society and the Ministry of Tourism and Recreation. 


A project team comprising the project sponsors and aquatics, marketing and facility design experts began by conducting 
surveys of aquatic staff, pool users and households within easy access of the pool. The team made recommendations for 
facility modernization as wellas for changesin programs, marketing, human resource practices and facility management. 


Mississauga is now considering the recommendations. 
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A strong study team results in a strong study. The Consider group meetings. Also, consider well-prepared 
skills and expertise of the team’s members will questionnaires if you need input from a lot of people. 
ultimately determine how effective the review’s Let them be anonymous. Look for ideas, not just 
recommendations are at solving the problems your problems. 


Organiza botse eA Ee Review all related documents. Depending on the scope 


3. Carry out the study. of the review, the team will need to look at the 
organization’s history, goals and objectives, 
administrative structures, programs, facilities, 
community /client profiles, staffing levels, financial, 
management and annual reports. 


No matter what approach your organization adopts, 
whether a consultant, in-house staff or a combination 
of both is used, the study team needs to carry out the 
following essential steps to ensure that your 
operational review is complete. Pick out the important findings. Organize the 
information you have collected. What is it telling you 
about your organization? What are your strengths? 
Where are your problems? To help organize your 
thoughts review the six characteristics of a healthy 
organization described in Section C. 


Inform people. By now, everyone in your organization 
should know about the operational review. Why it is 
being done, who is doing it and what benefits are 
expected. 


Throughout the review you need to keep everyone 
informed about the study team’s progress. If you don’t, 
harmful rumours can develop. Use meetings, 
presentations, memos, press releases or whatever else 
is needed to keep people informed. Lack of 
communication is one of the major reasons some 
operational reviews fail to meet their original promise. Develop action plan. By now the study team has 
shared its findings with the steering committee. You 
have reached agreement on what the problems are, and 
are ready to develop strategies to address these 
problems. 


Once the strengths and areas requiring improvement 
have been listed, begin to analyze your problems. How 
do they differ from your strengths? When did they first 
appear? Who is involved? How do they affect your 
operation? 


Gather the information. To develop effective 
recommendations, the study team needs to gather and 
analyze as much relevant information as possible. The 
terms of reference will provide useful direction. 

For each problem, begin by identifying what needs to 
be done to help solve it. What steps or actions must be 
taken? Who will be responsible and what assistance or 
resources are required? How long will it take? What 
are the expected benefits or results? If several 
alternative courses of action seem appropriate, list the 


One-on-one interviews are usually best. Solicit 
opinions, gather facts, learn about job responsibilities 
and decision making. People usually have ideas on 
how to improve things in their own work situation. 
Build on their ideas for improvement. The “diagnostic 
checklist” may be useful at this stage. 


Creating an effective leisure service delivery system takes more than establishing a by-law for a recreation committee. 
The Township of Puslinch (4,608) recognized the need to improve its leisure service delivery system and used an 
operational review to identify and prioritize the improvements needed. 


The study identified a need to clarify the mandate of the Puslinch Recreation Committee and recommended that a 
representative of the Ministry assist the Committee in a process to set short and long-term goals. Policy and procedures 
development was highlighted as a priority need and steps were taken to address policy issues with respect to the use 
of leisure facilities. To improve and encourage better communication, the study recommended that a sub-committee be 
established to develop a strategy to strengthen communication with residents about the services available. Processes for 
assessing future needs and planning additions or adjustments to services were developed. 


The study was a collaborative venture, building upon the efforts of many committed volunteers. Implementation of the 
study recommendations has led to a stronger and more responsive leisure service delivery system. 
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pros and cons of each. Then select the one that appears 
to be the best alternative, all things considered. 


Depending upon the number of problems identified, 
the study team may wish to present the problems and 
their recommended solutions in the form of an “action 
plan calendar”. This plan illustrates what needs to be 
done, by when and by whom. It is often helpful to 
prioritize these in order of importance. The plan helps 
everyone in the organization to see the entire picture. It 
allows you to monitor your progress and to make 
modifications when necessary. 


Prepare final report and recommendations. The final 
responsibility of the study team is to prepare and 
present a final written report for the steering 
committee. The report typically contains an overview 
of the review, an analysis of relevant data and 
information, a discussion of the strengths and 
weaknesses found in the organization, and 
recommendations for improvement. This may include 
an “action plan calendar” which describes how 
recommendations should be implemented. 


The process of developing the final report usually 
represents a series of drafts which have been reviewed 
by the steering committee and others from the 
organization. This process allows for testing 
conclusions and recommendations on key people. It 
ensures that recommendations are reasonable and 
practical. It also ensures that those who will be most 
affected have the opportunity to provide input. 


4, Implement and evaluate. 


The review is over. Some authority at a senior decision 
making level must approve what it says (or part of 
what it says). It will help if you prepare and orient the 
decision making group who will deal with the 
document. Give them a chance to review it before the 
meeting. At the meeting, provide a summary or 
highlights so that time is spent on major issues, not 
trivia. 

Once the study is approved, follow through with 
implementation of the “action plan calendar”. Make 
sure everyone involved understands their specific 
assignments. Closely monitor your progress. If 
conditions change, deal with them realistically. 


With hard work, sound planning and a little luck, you 
will have established significant momentum for change 
and improvement. You will want to keep it going. Plan 
for someone to regularly review and revise 
recommendations (if necessary) after these have been 
put in place. 
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C. How do you know if you need an Operational Review? 


1. How does a healthy organization function? e People are important. They enjoy their work. 
There is a sense of achievement, recognition and 
respect. People talk to each other about their 
successes, problems and even their failures. They 
are encouraged to accept new responsibilities and 
to develop new skills. 


Well run organizations have a number of common 
characteristics. Whether they are a shoe store, an 
automobile manufacturer, a municipal recreation 
department or a community group, sound 
organizations have the following characteristics. See 
how you compare! e There is ongoing evaluation and self-assessment. 
Goals, objectives, policies, programs, facilities are 
all open to review and evaluation on a regular 
basis. Mechanisms such as budgets, performance 
appraisals and user surveys are in place to provide 
the information needed to complete good 
evaluations. 


e The goals and objectives of the organization are 
understood. The organization has a strong sense of 
its mandate, purpose and direction. The objectives 
of each unit are clearly stated and are consistent 
with the organization’s overall objectives. People 
work towards the same goal. 


¢ The organization is in touch with its gE LS Obs CELE NAT AIEC) 


environment. The organization’s goals and Are you operating a fit organization? Is there 
priorities are based on an accurate, ongoing opportunity for improvement? 

assessment of the community’s needs and what the 
competition is offering. It is understood who the 
target audience is, what the needs of the market are 
and how the organization satisfies these needs. 


The following is a “diagnostic checklist” of 
organizational health.’ By considering the questions 
you'll be able to develop your own assessment of the 
need to review your operations. 

e Planned activity prevails. Sound organizations are 
not always fighting fires. They are not ina 
perpetual struggle to stay alive or “keep the wolf 
from the door”. They know what they want to do 
and how they are going to do it. Plans and 
programs get implemented. There is follow- Footnote: 


through. 1 Working With Volunteer Boards: How to Improve their Effectiveness, 
Ministry of Citizenship and Culture, revised edition, 1984. 


There are six categories. For each question, circle the 
answer that best reflects the situation in your 
organization. Once complete, tabulate your scores 
following the instructions on page 13. 


e The organization is a proven problem solver. 
When confronted by issues, the organization 
quickly identifies the problem(s), determines its 
causes, develops and adopts viable solutions. 
There is an orientation towards improvement 
rather than attaching blame. 


The Town of Newmarket (33,186) has grown considerably over the past decade and new facilities, duties and 
responsibilities have been acquired by the Parks and Recreation Department. In some cases, these new duties were 
divided among several individuals without clearly defined expectations and reporting relationships. Recognizing the 
current pressures On its staff and the anticipated growth of the community, the Parks and Recreation Department, with 
support from the Town Council, Recreation Board and the Ministry of Tourism and Recreation, decided to undertake 
an Operations Review. 


The study process included a workshop at which staff at all levels identified critical job tasks and issues affecting their 
performance. Revised job descriptions were negotiated with the Commissioner and possible solutions to outstanding 
policy issues affecting job performance were discussed with the steering committee. 


The review resulted in a considerable improvement in staff morale and increased efficiency and effectiveness in meeting 
the recreation needs of a growing community. 
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A Diagnostic Checklist of Organizational Health. 


Read each question and circle Doing 
the appropriate response. This Doing Doing Doing Not 
Very This This This Doing 
Well Well OK Poorly This 
Statements te) 4 3 ie 1 


I CLEAR GOALS AND OBJECTIVES 


1. Weknow where we are headed as an 
organization and have a clear vision of how 
we are going to get there. 5 4 3 Zz 1 


2. We have concise goals and objectives that 
are clearly understood by everyone in our 
organization. 5) 4 3 2 1 


3. We have action plans and strategies for 
achieving our goals and objectives. 2) 4 3 Z 1 


4. Wemonitor our progress towards our 
goals and objectives, and make adjustments 
when necessary. ) 4 3 7 1 


5. Other organizations in the community 
understand where and how our organization 
fits into the overall provision of recreation 
in the community. 5 4 3 2 1 
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II UNDERSTAND THE ENVIRONMENT 


6. We monitor local, provincial and national 
trends that affect our organization and 
community. 5) 4 3 2 iL 


7. Wespend time considering community 
needs and relating our plans and priorities 


to these. 5 4 3 2 1 
8. Weconsult with users and staff before we 
introduce a change that affects them. 5 & 3 2 1 


9. Other organizations understand how our 
organization fits into the overall provision of 
recreation in the community. 5 4 3 2 i 


10. We know who our target audience is, what 


services they require and how we can reach 
them. 5 4 3 2 1 


Til PLAN 


11. Our plans clearly identify objectives, tasks, 
who will do what, and target dates for review 
and completion. ° 4 5 ye i 


III PLAN (cont'd.) 


12. Our organization has a good track record 
of taking new ideas and seeing them through 
to implementation. 5 o 3 2 1 


13. When considering the expansion or 
elimination of services, we carefully consider 
financial, staffing and user implications plus 
other important issues. 5 4 ) 2 1 


14. We talk to other organizations like ours to 
share ideas and compare plans. 5 4 3 Z 1 


15. People’s efforts are co-ordinated. Roles and 
responsibilities are clear. 5 4 3 Z i 


IV PROBLEM SOLVING 


16. When faced with a problem, our 
organization responds quickly with an 
appropriate solution or course of action. 5 4 3 Pi 1 


17. People work together on finding the best 
solutions to our problems. 5 4 3 Pi 1 


18. People provide each other with adequate 
information for problem solving. 5 4 3 2 1 


19. People openly discuss their successes, 
problems and even their failures. 5 4 3 2 1 


20. In our organization we are interested in 
identifying and solving problems, not 
attaching blame. 5 4 | 2 1 
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V_ PEOPLE ARE IMPORTANT 


21. People feel they are valued members of this 
organization. Their contribution is important. 5 4 3 2 1 


22. There are trusting and respectful 
relationships between people and groups in 
this organization. S) 4 3 2 1 


23. When new staff join, they are provided 
with an indepth orientation to our organization. 
They are made to feel part of the team. 5 4 3 2 1 


24. Our organization provides a learning 
environment in which people get support, 
encouragement and feedback. 5 4 3 Je 1 


25. We encourage all members to further 
develop their skills and we make developmental 
opportunities available to them. 2 % 6 ys 1 


VI EVALUATE 


26. Each year we review the previous year’s 
accomplishments and disappointments, and 
identify areas requiring improvement. 


27. We regularly monitor our various programs, 
services and facilities to ensure that they are 
effectively meeting community needs. 


28. Budget, staffing, program and other 
reviews are done on a regular basis. 


29. We monitor our progress towards our 
goals and objectives, and make adjustments 
when necessary. 


30. Members of the community are 
frequently asked for opinions on things our 
organization can do to improve its services. 


3. Tabulate your scores. 


Transfer the total scores from each category to the 
appropriate spaces below. The highest total score you 
could have for any category is 25 (5 questions x 5 
points). 


I Clear goals and objectives 
II Understand the environment 
Il Plan 
IV_ Problem solving 
V_ People are important 
VI Evaluate 
Total 


Calculate the total score. A high score (110-150) 
indicates that overall, your organization is doing well. 
A medium score (70-110) suggests that there may be 
room for improvement. A low score (0-70) strongly 
suggests the need for in depth analysis and 
improvement. 


Once you have developed a sense of how your 
organization is doing overall, your next step will be to 


5 4 3 2 1 
5 4 3 2 1 
5 & 3 2 1 
5 4 3 2 1 
5 4 3 2 1 


give each category closer scrutiny. This may give you 
some idea of where the biggest opportunities for 
improvement lie: 


e Ahigh score (18-25) — things are probably O.K. 


e A medium score (11-17) — probably all right, but 
room for improvement. 


e A lowscore (0-10) — definite room for 
improvement. 


The diagnostic checklist provides a preliminary review 
of your organization and its operation. You may wish 


to use it to initiate discussions with your co-workers. 
Compare scores. See if each of you identify the same 
strengths and weaknesses. Refer back to it when you 
develop your terms of reference. 


tS 


D. Where to get more information and help 


1. Start with members of your organization. 3. Talk to others. 

If you have identified the need for an operational Many organizations, not all of them in the recreation 
review, the first step is to begin to plan for it. Review field, have undertaken operational reviews. Their 
chapters B and C. Think about what needs to be done. experiences and advice can be invaluable to you. Get 
Start planning. copies of their terms of reference, reports and 

Discuss your thoughts about your organization with pants tS! 

others. Get their advice and ideas. Identify the Universities, colleges and other educational centres 
individuals in your organization who have skills that provide a wealth of potential resources for you to tap. 
may be helpful in an operational review. Get their Experts in fields including business, psychology, 
commitment. physical education and management science can 


ae ; ; rovide current, in depth knowledge to help you 
2. The Ministry of Tourism & Recreation can help. Sone RPArE eee ble possible. 6 PY 
The Ministry’s assistance to you can go far beyond this 
booklet. Through its local field offices, the Ministry 
provides consultants who will offer valuable advice 
and leadership. Their experience with a wide variety of 
recreation organizations makes them a valuable 
resource to assist you in clarifying the purpose, goals 
and objectives of your review, developing terms of 
reference, examining alternative approaches to 
conducting a review, and assisting with 
implementation of final recommendations. 


In your own community there may be private and 
other public sector resource people available to you. 
Many managers in the private sector have very specific 
skills in areas such as human resource management, 
administration, marketing and so on. Retired 
municipal council members or chief administrative 
officers and chief executive officers can also be valuable 
resource people. 


The recreation and sports and fitness branches of the 
Ministry can also provide assistance. Specialized 
resource personnel can provide up-to-date information, 
advice, resources and leadership. 


The Barrie YM-YWCA, on the advice of its executive director, initiated a study of its market. The Y recognized that the 
opening of another recreation complex in the community meant increased competition. In addition, changing social and 
economic conditions suggested the need for a review of its programs and membership services. 


A study team, consisting of four board members, was formed to develop terms of reference and oversee the review’s 
progress. Once the Board had approved the terms of reference, they were used to guide the selection of an appropriate 
firm to conduct the study. 


The study team worked in conjunction with the outside firm to prepare final recommendations. These were then 
submitted for the board’s approval. To ensure the implementation of these recommendations, the board charged its 
planning committee with developing a set of objectives for the coming year. 


The Y now has a full grasp of its role in the community. In 1987, the Y undertook a strategic planning process to assist 
the Board in assessing future directions. Planning is recognized as an essential board function. 


SSS SSS ss sss 
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4. Additional resource material 


e Making A Difference: A Manager's Guide To 
Organizational Change Ministry of Tourism and 
Recreation, 1985. 


e Recreation Road: A Rural Route to Planning Ministry 
of Tourism and Recreation, 1984. 


e A Passion for Excellence by T.J. Peters and N. Austin, 
Random House, 1984. 


© Working with Volunteer Boards: How to Improve their 
Effectiveness Ministry of Citizenship and Culture, 
revised edition, 1984. 


e In Search of Excellence: Lessons from America’s Best 
Run Companies by T.J. Peters and R.H. Waterman, 
Harper & Row, 1982. 


e A Decade of Difficult Tasks: Municipal Recreation on 
the 80’s Ministry of Tourism and Recreation, 1980. 


e The Elora Prescription: A Future for Recreation 
Ministry of Tourism and Recreation, 1980. 


e Organizational Change Through Effective Leadership 
by Guest, R.P. Hersey and K. Blanchard, Prentice- 
Hall, 1977. 


Getting More for Consulting Dollars Ministry of 
Municipal Affairs and Housing, 1977. 


Unblocking Your Organization by Woodcock, M. and 
D. Francis, University Associates, 1975. 


Visualizing Change: Model Building and the Change 
Process by Lippitt, G.L. NTL - Learning Resource 
Corporation, 1973. 


Marketing for Nonprofit Organizations by Philip 
Kotler, Prentice-Hall Inc., second edition, 1982. 


Understanding Organizations by Charles B. Handy, 
Penguin Books, third edition, 1985. 


Strategic Planning — What Every Manager Must Know 
by George A. Steiner, Collier Macmillan, 1979. 


The Laurentian Ski Club in North Bay has an impressive history of extensive volunteer contributions and leadership. 
Faced with the potential future development of the Mattawa hill, the Club recognized the need to re-assess its mandate 
and to introduce organizational and operational improvements to ensure continued growth and success. 


The operational review recommended that the Directors undertake a process to develop a clear mission statement to 
guide the future development of the Club and to set goals and objectives for the Club. The study recommended changes 
in the role of the Board of Directors, Executive Committee and Advisory Sub-Committee. A new organizational structure 
and revised job descriptions were developed for key staff positions. 


The implementation schedule allowed the study recommendations to be phased in as the Club developed. Asa result 
of this study, the Laurentian Ski Club is looking forward to an equally impressive future. 


ESAS I TO DP Oe 


E. Summary 


Things to remember 
/ Reviews should be specific to your organization. What worked for someone else may not work for you. 


/ If there isn’t sufficient discussion and agreement at the outset, people will have different expectations and 
ultimately varying degrees of satisfaction. 


“ People develop commitment and ownership through participation. If they are not involved, they may not 
support the review. 


“ Reviews can hurt staff morale unless you are prepared. Defeat the rumour mill by giving people the facts, and 
doing it more than just once. 


/ Successful reviews take time. Too often the study is rushed and is superficial as a result. 


N 


Reviews may disrupt day to day operations. Be prepared to accommodate disruptions. 


/Y The review does not end with the presentation of the report. Implementation, updating and re-evaluation are all 
important. 


Rules of thumb 

Build support and commitment from the start. Develop backing throughout the organization. 
State the objectives of the review and the process you plan to follow in writing. 

Keep people involved and informed throughout. 

Use the experience and expertise of others. 

Test recommendations and conclusions. 


Implement recommendations following a specific plan and timetable. 


NON NEN NS NUNS 


Evaluate the impact of recommended actions. 
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F. Ministry of Tourism and Recreation 


Barrie Office 


34 Simcoe Street, 2nd Floor 
Barrie, Ontario 

L4M 1A1 

(705) 737-3301 
1-800-461-4499 


Brockville Office 


2211 Parkdale Avenue 
Brockville, Ontario 
K6V 6B2 

(613) 342-5522 

Zenith 81610 


Dryden Office 


Ontario Government Building 
479 Government Road, Box 3000 
Dryden, Ontario 

P8N 3B3 

(807) 223-2271 

1-800-268-3735 


Fort Frances Office 


616 Mowat Avenue 
Fort Frances, Ontario 
P9A 1Z3 

(807) 274-3259 
Zenith 25930 


Hamilton Office 


119 King Street West 
8th Floor, Box 2112 
Hamilton, Ontario 
L8N 3Z9 

(416) 521-7229 
Zenith 81610 


Hanover Office 


427 Tenth Street 
5th Floor 
Hanover, Ontario 
N4N 1P8 

(519) 364-1626 
1-800-265-3060 


Huntsville Office 


42 King William Street 
Huntsville, Ontario 
POA 1K0 

(705) 789-4448 

Zenith 25930 


Kenora Office 


808 Robertson Street 
Kenora, Ontario 
PON 3X9 

(807) 468-6481 
1-800-465-1108 


Kingston Office 


1055 Princess Street 
Suite 304 

Kingston, Ontario 
K7L 5T3 

(613) 545-4350 
1-800-267-0225 


Kitchener Office 


30 Duke Street West, 4th Floor 
Kitchener, Ontario 

N2H 3W5 

(519) 578-3600 

1-800-265-6361 


London Office 


255 Dufferin Avenue 
6th Floor, Suite 601 
London, Ontario 
N6A 5K6 

(519) 679-7156 
1-800-265-4730 


North Bay Office 


147 McIntyre Street West 
North Bay, Ontario 

P1B 2Y5 

(705) 474-3821 
1-800-461-1569 


Ottawa Office 


10 Rideau Street 
4th Floor 
Ottawa, Ontario 
KIN 9J1 

(613) 566-3721 
1-800-267-9340 


Peterborough Office 


305 Stewart Street 
Peterborough, Ontario 
K9J 3N2 

(705) 748-3711 
1-800-461-7629 


Sault Ste. Marie Office 


2nd Floor 

499 Queen Street East 
Sault Ste Marie, Ontario 
P6A 1Z9 

(705) 942-3751 
1-800-461-2409 


St. Catharines Office 


15 Church Street, Suite 404 
St. Catharines, Ontario 
L2R 3B5 

(416) 688-6472 

Zenith 81610 


Sudbury Office 


199 Larch Street, 4th Floor 
Sudbury, Ontario 

P3E 5P9 

(705) 675-4346 
1-800-461-4004 


Thunder Bay Office 


1265 East Arthur Street, 3rd Floor 
West Arthur Place 

Thunder Bay, Ontario 

P7E 6E7 

(807) 623-5592 

1-800-465-5018 


Timmins Office 


22 Wilcox Street 
2nd Floor 
Timmins, Ontario 
P4N 3K6 

(705) 267-7117 
Zenith 81610 


Toronto Office 


700 Bay Street, 8th Floor 
Toronto, Ontario 

M7A 2R9 

(416) 965-0286 

Zenith 81610 


Windsor Office 


250 Windsor Avenue 
6th Floor 

Windsor, Ontario 
N9A 6V9 

(519) 256-4919 
1-800-265-1330 


Notes 
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